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ABSTRACT 


AUTHOR:  Richard  C.  Bassett 

TITLE:  Growing  Better  Leaders  for  the  Future:  A  Study  in  Optimizing  Seif-Awareness 

FORMAT:  Strategy  Research  Project 

DATE:  19  March  2004  PAGES:  28  CLASSIFiCATION:  Unciassified 


The  United  States  of  America  is  at  war  iiteraiiy  and  figurativeiy.  The  iiterai  war  is  the 
giobai  war  on  terror  manifested  by  current  operations  in  Afghanistan  and  iraq.  Drawing  on  the 
same  resources  are  the  ongoing  stabiiity  and  support  operations  that  inciude  peacekeeping 
operations  in  Bosnia,  Kosovo,  and  the  Sinai  desert.  If  that  isn’t  enough,  the  Army  continues  to 
fight  the  figurative  war  of  transformation.  Success  of  the  transformation  effort  lies  within  the 
Doctrine,  Organization,  Training,  Materiei,  Leadership  and  education,  Personnei,  and  Faciiities 
(DOTMLPF)  framework.  The  focus  of  this  paper  is  on  ieader  deveiopment  for  the  Future  Force, 
an  effort  the  Army  must  begin  immediateiy  to  ensure  our  future  and  junior  ieaders  of  today  are 
our  successfui  senior  ieaders  of  tomorrow. 

This  study  highiights  the  basis  of  successfui  ieadership  as  emotionai  inteiiigence.  At  the 
foundation  of  emotionai  inteiiigence  is  seif-awareness.  Essentiaiiy,  if  ieaders  optimize  their  seif- 
awareness,  they  increase  their  emotionai  inteiiigence,  and  consequentiy  connect  more 
effectiveiy  with  the  ied,  which  in  turn  makes  them  better,  more  effective  ieaders.  This  paper 
recommends  two  methods  for  optimizing  seif-awareness.  Those  methods  are  psychoiogicai 
testing  and  360-degree  feedback. 

The  recommendation  for  psychoiogicai  testing  is  that  it  occurs  in  two  phases  -  the  pre¬ 
commissioning  phase  and  the  career  phase.  The  psychoiogicai  testing  during  these  phases 
provides  the  ieader  with  a  personaiity  assessment,  as  weii  as  strengths  and  weaknesses  to 
aiiow  the  individuai  to  make  informed  decisions  in  regards  to  ieader  education  and 
deveiopment. 

360-degree  feedback  occurs  throughout  a  ieader’s  career  in  order  to  provide  a 
continuous  feedback  ioop  for  optimai  seif-awareness  and  ieader  deveiopment.  The  feedback 
wiii  be  limited  to  the  rater  and  the  rated  officer.  Raters  wiii  not  be  abie  to  inciude  360-degree 
feedback  comments  into  efficiency  reports. 

By  adding  these  toois  to  our  current  ieader  deveiopment  system,  the  Army  wiii  ensure  a 
successfui  transformation  of  ieaders  for  the  Future  Force. 
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GROWING  BETTER  LEADERS  FOR  THE  FUTURE:  A  STUDY  IN  OPTIMIZING  SELF-AWARENESS 


The  United  States  of  America  is  at  war.  Television,  radio,  Internet  and  print  news  services 
provide  up  to  the  minute  reports  of  ongoing  combat  operations  in  Afghanistan  and  Iraq.  The 
global  war  on  terror  Is  the  hot  topic  of  domestic  and  International  discussion  and  debate.  It  Is 
also  a  hot  topic  within  the  ranks  of  the  United  States  Army,  as  it  is  the  Army  who  is  bearing  the 
lion’s  share  of  the  United  States  government’s  effort.  However,  Afghanistan  and  Iraq  are  not 
the  only  battlefields  on  which  the  Army  currently  fights.  The  Army  continues  to  prepare  units  for 
employment  overseas,  while  supporting  the  recovery  of  units  redeployed  from  those  distant 
battlefields.  The  Army  continues  to  support  peacekeeping  operations  across  the  globe  in  the 
Sinai  desert,  Bosnia,  and  Kosovo.  The  Army  also  continues  to  support  the  defense  of  our 
homeland.  If  these  competing  demands  aren’t  enough,  the  Army  is  also  in  the  midst  of 
transformation.  A  transformation  begun  in  1 999  designed  to  convert  the  Current  Force  into  the 
Future  Force  beginning  in  2008.  Suffice  it  to  say,  the  Army  is  at  war  literally  and  figuratively  in 
its  struggle  to  accomplish  today’s  missions  while  simultaneously  preparing  to  meet  tomorrow’s 
threats.  This  is  a  familiar  situation  for  the  Army  who  has  always  struggled  with  change 
throughout  its  long  and  illustrious  history. 

How  can  the  Army  juggle  these  competing  demands  and  be  successful  across  the  entire 
spectrum  of  activities?  How  does  the  Army  manage  change?  The  Army’s  imperatives  establish 
its  change  methodology.  In  summary, 

“The  Army  is  a  dynamic  organization  that  must  constantly  change 
to  adapt  to  changing  threats  to  the  Nation’s  security  and  to  the 
assignment  of  new  missions  that  promote  our  country’s  interests 
at  home  and  abroad.  The  Army  must  be  capable  of 
accomplishing  the  full  spectrum  of  missions  ranging  from  domestic 
disaster  relief  and  homeland  security  through  peacekeeping  and 
peacemaking  to  winning  major  theater  wars.  This  requires  the 
continual  modernization  and  development  across  the  Army’s 
Doctrine,  Organization,  Training,  Materiel,  Leadership  and 
education.  Personnel,  and  Facilities  (DOTMLPF)  domains.’’’ 

Experience  proves  that  if  one  element  of  DOTMLPF  changes,  it  causes  a  ripple  of  change 
affecting  each  of  the  other  areas.  The  Army’s  transformation  is  the  current  focus  of  change 
within  the  Army,  and  consequently  will  impact  each  DOTMLPF  element.  Where  is  the  Army 
headed  with  transformation? 

According  to  the  U.  S.  Army  White  Paper  outlining  the  concepts  for  the  Objective  Force,  “ 
the  Objective  Force  (henceforth  referred  to  as  the  Future  Force)  is  our  future  full  spectrum  force 
organized,  manned,  equipped  and  trained  to  be  more  strategically  responsive,  deployable, 


agile,  versatile,  lethal,  survivable  and  sustainable  across  the  entire  spectrum  of  military 
operations  from  Major  Theater  Wars  through  counter  terrorism  to  Homeland  Security.”^  It  also 
states  that,  “Army  units  conducting  joint  and  combined  operations  will  see  first,  understand  first, 
act  first  and  finish  decisiveiy  at  the  strategic,  operational,  and  tactical  levels  of  operations.”^  “At 
the  heart  of  the  (Future)  Force  are  Soldiers  and  leaders.”''  “Leaders  must  know  how  to  conduct 
rapid  tactical  decision  making.  They  will  be  adaptive  and  self  aware — able  to  master  transitions 
in  the  diversity  of  21  st  Century  military  operations.”®  So  as  the  Army  transforms  into  the  Future 
Force  that  will  require  its  leaders  at  all  levels  to  understand  and  act  first,  leadership 
development  (as  an  element  of  DOTMLPF)  must  also  transform  in  order  to  ensure  success  of 
the  whole.  If  the  Army  desires  these  types  of  leaders,  it  must  begin  to  grow  them  today,  and  not 
wait  until  tomorrow.  How  can  the  Army  transform  its  leader  development  program  to  meet  the 
requirements  of  the  Future  Force?  Better  yet,  how  does  the  Army  create  leaders  who  can  meet 
the  rigors  of  the  future  battlefields  as  envisioned  above?  That  is  the  focus  of  this  paper.  I 
believe  the  Army  can  significantly  improve  its  leader  development  curriculum  and  prepare 
tomorrow’s  leaders  of  the  Future  Force  today  by  incorporating  psychological  testing  and  360- 
degree  assessments  into  its’  program. 

In  order  to  set  the  stage  for  further  discussion  I  must  first  examine  leadership  to  determine 
the  foundation  for  success  followed  by  defining  the  key  elements  of  leader  development. 
Following  this  introduction,  I’ll  briefly  discuss  the  theory  and  application  of  psychological  testing 
and  360-degree  feedback  in  today’s  workplace  in  order  to  prove  their  worth  to  leaders  and  their 
organizations.  Finally,  I’ll  make  recommendations  for  implementation  of  psychological  testing 
and  360-degree  feedback  within  our  current  system. 

Before  tackling  leader  development.  I’ll  first  discuss  leadership  in  general.  Why  is 
leadership  so  important  to  the  Army?  “Leadership  is  the  most  dynamic  element  of  combat 
power.’*  FM  22-1 00,  the  Army  Leadership  manual,  states  that,  “Leadership  is  both  art  and 
science.”'’  Though  many  debate  the  balance  between  art  and  science,  all  agree  that  leadership 
is  a  complicated  field  of  study  as  it  deals  with  the  complex  interaction  between  humans.  What 
makes  leaders  successful?  What  is  the  foundation  of  successful  leadership?  Are  leaders  born 
or  made,  or  both?  The  answer  is  a  complicated  yes.  General  Sir  Archibald  P.  Wavell  believed 
that  “no  amount  of  learning  will  make  a  man  a  leader  unless  he  has  the  natural  qualities  of 
one.’*  Lieutenant  General  (Retired)  Walter  Ulmer  agreed  in  part  with  Wavell  based  on  his 
experience  and  observations  by  stating  “a  powerful  acknowledgement  from  my  past  two 
decades  is  the  prominent  role  of  genetics  in  performing  leadership  roles.”® 
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A  Center  for  Creative  Leadership  study  confirmed  the  observations  of  both  Waveii  and 
Uimer  by  determining  that  “peopie  differ  in  their  naturai  abiiities  to  iead.  Abiiity  to  think  cieariy, 
speak  weii,  inspire  others,  accumuiate  and  recaii  iarge  amounts  of  information,  and  anaiyze 
compiex  probiems  effectiveiy  are  quaiities  given  in  unequai  measure  to  aii  humans.  It  is 
important  to  identify  and  deveiop  these  individuais  with  naturai  taients  for  ieadership.”^°  The 
experts  and  their  observations  cited  above  indicate  there  is  definiteiy  a  genetic  eiement  invoived 
in  successfui  ieadership.  However,  without  proper  deveiopment,  a  naturaiiy  taiented  ieader  wili 
not  achieve  optimai  success.  Simiiariy  another  Creative  Leadership  study  conciuded  that, 

“Finaliy,  aithough  it  may  go  without  saying,  we  shouid  note  that  we 
do  beiieve  that  individuais  can  expand  their  ieadership  capacities. 

That  is,  a  key  assumption  in  aii  of  our  work  is  that  peopie  can 
iearn,  grow,  and  change.  We  do  not  debate  the  extent  to  which 
effective  ieaders  are  born  or  are  deveioped.  No  doubt,  ieadership 
capacity  has  as  its  roots  partiy  in  genetics,  partiy  in  eariy 
chiidhood  deveiopment,  and  partiy  in  aduit  experience.”" 

LTG  (Ret)  Uimer  concurred  with  this  assessment  by  comparing  the  resuits  of  simiiar  studies  and 
saying  that, 

‘They  acknowiedged  the  iimitations  that  nature  imposes  on  our 
makeup,  whiie  recognizing  that  iife  experience  can  add  or  detract 
significantiy  from  what  genetics  and  chance  have  conspired  to 
create.  There  is  no  doubt  that  anaiysis  of  leader  personality  has 
utilitarian  value.  I  am,  however,  convinced  that  measuring  that 
powerful  but  elusive  factor  we  call  intelligence  requires  more  than 
the  traditional  measures  of  IQ.  It  demands  measures  of  other 
facets  that  we  come  to  explore  recently  as  ‘‘tacit  knowledge”  and 
“emotional  intelligence”.”^^ 

So,  successful  leaders,  as  posited  above,  possess  innate  talents  for  leadership,  among  those 
being  emotional  intelligence,  or  their  ability  to  connect  with  other  people.  Does  this  mean  that 
leaders  can’t  be  successful  unless  they  are  gifted  with  these  natural  abilities?  Most  experts  in 
the  field  of  leadership  disagree.  One  study  asks  the  question,  “Are  some  people  simply  born 
with  certain  levels  of  empathy  or  do  they  learn  it?  The  answer  is  both.  There  is  a  genetic 
component  to  El  (emotional  intelligence),  to  be  sure,  but  nurture  plays  a  major  role  as  well. 
Although  people  differ  in  the  initial  level  of  their  natural  abilities,  everyone  can  learn  to  improve, 
no  matter  where  he  or  she  starts  out.”'®  The  same  study  continues  with  this  caveat,  “These  El 
competencies  are  not  innate  talents,  but  learned  abilities,  each  of  which  has  a  unique 
contribution  to  making  leaders  more  resonant,  and  therefore  more  effective.”''*  Consequently,  to 
answer  the  question  posed  above,  leaders  are  born  and  made,  and  at  the  heart  of  leader 
success  is  this  idea  of  emotional  intelligence. 
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Just  what  is  emotional  intelligence  and  what  is  its  relationship  with  successful  leadership? 
In  a  study  that  resulted  In  the  book,  Primal  Leadership,  Realizing  the  Power  of  Emotional 
Intelligence,  the  authors  begin  by  Identifying  resonant  or  successful  leadership.  “Biologically 
speaking,  then,  the  art  of  resonant  leadership  Interweaves  our  Intellect  and  our  emotions.’”® 

“The  fundamental  task  of  leaders,  we  argue.  Is  to  prime  good  feelings  In  those  they  lead.  That 
occurs  when  a  leader  creates  resonance  -  a  reservoir  of  positivity  that  frees  the  best  in  people. 
At  its  root,  then,  the  primal  job  of  leadership  Is  emotional.”'®  “Primal  leadership  demands  we 
bring  emotional  intelligence  to  bear.”'^  The  authors  define  emotional  Intelligence  as  consisting 
of  the  four  domains  of  “self  awareness,  self  management,  social  awareness,  and  relationship 
management.”'®  “Each  of  the  four  domains  of  emotional  Intelligence  -  self  awareness,  self 
management,  social  awareness,  and  relationship  management  -  adds  a  crucial  set  of  skills  for 
resonant  leadership.”'®  Though  the  study  delves  deeply  into  each  of  these  domains,  they 
summarize  the  relationships  between  the  four  as  follows:  “In  short,  self  awareness  facilitates 
both  empathy  and  self-management,  and  these  two.  In  combination,  allow  effective  relationship 
management.  El,  then,  builds  up  from  a  foundation  of  self-awareness.”®®  In  essence,  the  above 
studies  determined,  the  foundation  of  successful  leadership  Is  self-awareness.  The  Army 
leadership  manual  concurs  by  stating  that,  “leadership  is  about  taking  action,  but  there’s  more  to 
being  a  leader  than  just  what  you  do.  Character  and  competence,  the  BE  and  the  KNOW, 
underlie  everything  a  leader  does.  So  becoming  a  leader  Involves  developing  all  aspects  of 
yourself.’®'  The  manual  continues  with  the  following  simple  edict:  “In  order  to  lead  others,  you 
must  first  make  sure  your  own  house  Is  in  order.”®® 

Following  the  notion  that  successful  leadership  begins  with  self-awareness.  I’ll  move  on  to 
leader  development.  What  is  true  leader  development?  The  Center  for  Creative  Leadership 
believes  the  following:  “We  define  leadership  development  as  the  expansion  of  a  person’s 
capacity  to  be  effective  in  leadership  roles  and  processes.”®®  They  explain  further  by  proposing 
that,  “The  leadership  development  model  suggests  three  main  strategies  for  enhancing  this 
process:  (1 )  Create  a  variety  of  rich  developmental  experiences  that  each  provide  assessment, 
challenge,  and  support;  (2)  Enhance  people’s  ability  to  learn  from  experience;  and,  (3)  Use  an 
approach  that  integrates  the  various  developmental  experiences  and  embeds  them  in  the 
organizational  context.”®’'  FM  22-100  says,  “Leaders  of  character  can  develop  only  through 
continual  study,  reflection,  experience,  and  feedback.”®®  Common  among  these  views  is  the 
need  for  feedback  to  facilitate  optimal  development  for  any  leader.  “Peoples  own  views  of 
themselves  are  often  narrow  and  biased.  The  enhanced  self-awareness  created  by  feedback 
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can  help  leaders  know  where  to  focus  their  developmental  efforts  and  motivate  them  to  better 
understand  their  strengths  and  Improve  their  weaknesses.”^® 

Given  that  self-awareness  Is  the  foundation  of  successful  leadership  and  feedback  is  a 
key  component  of  leader  development,  how  then  do  you  create  a  leader  development  program 
that  provides  feedback  to  leaders  to  enhance  their  self-awareness?  There  are  a  number  of 
ways  to  do  that;  however,  I  believe  that  psychological  testing  and  360-degree  feedback  are  two 
simple  methods  that  can  significantly  Improve  any  leader’s  self-awareness.  These  topics  are 
not  unique,  nor  are  they  new.  There  are  countless  references  outlining  the  results  of  study  after 
study  on  these  subject  areas.  My  task  here  Is  not  to  delve  deeply  into  theory,  but  to  provide  a 
basis  of  understanding  of  the  theory,  followed  by  potential  applications  for  the  Army.  Given  the 
complexity  of  each  topic.  I’ll  cover  them  sequentially  beginning  with  psychological  testing, 
continue  with  360-degree  feedback,  and  conclude  with  recommendations  for  Implementation 
Into  the  current  Army  leader  development  system. 

Why  psychological  testing?  Dr.  Anne  AnastasI,  in  her  book.  Psychological  Testing,  4th 
Edition,  said,  ’’Basically,  the  function  of  psychological  testing  Is  to  measure  differences  between 
individuals  or  between  the  reactions  of  the  same  Individual  on  different  occasions.”^''  She  goes 
on  to  explain  that, 

‘The  selection  and  classification  of  industrial  personnel  represent 
another  major  application  of  psychological  testing.  From  the 
assembly  line  operator  or  filing  clerk  to  top  management,  there  Is 
scarcely  a  type  of  job  for  which  some  kind  of  psychological  test 
has  not  proved  helpful  in  such  matters  as  hiring,  job  assignment, 
transfer,  promotion,  or  termination.  Nevertheless,  testing 
constitutes  an  Important  part  of  the  total  personnel  program.  A 
closely  related  application  of  psychological  testing  is  to  be  found  in 
the  selection  and  classification  of  military  personnel.  From  simple 
beginnings  In  World  War  I,  the  scope  and  variety  of  psychological 
tests  employed  In  military  situations  underwent  a  phenomenal 
Inerease  during  World  War  II.  Subsequently,  research  on  test 
development  has  been  continuing  on  a  large  scale  In  all  branches 
of  the  armed  service.”^® 

She  completes  her  thoughts  by  saying  that,  “There  Is  growing  emphasis,  too,  on  the  use  of  tests 
to  enhance  self-understanding  and  personnel  development.”®®  So,  as  Dr.  AnastasI  points  out, 
the  military  has  used,  and  continues  to  use  psychological  testing.  However,  current  testing  Is 
primarily  used  during  the  accession  process  and  not  as  a  tool  for  leader  development.  How 
then  do  you  create  a  psychological  test  to  enhance  leader  self-awareness? 

Hire  Success,  a  company  specializing  in  these  types  of  psychological  evaluations, 
develops  these  tests  by  identifying  basic  traits,  measuring  personality  traits,  from  which  they 
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develop  a  baseline  for  future  use.^"  In  identifying  the  basic  traits,  they  are  attempting  to  cull 
from  the  body  of  employees  some  commonality.  They  believe  “You  gain  the  advantage  when 
your  employees  are  selected  and  positioned  so  that  their  talents,  skills  and  personality  traits  are 
properly  utilized.  Once  you  begin  to  think  about  how  each  of  your  effective  people  play  an 
important  role,  you’ll  soon  begin  to  see  the  common  characteristics  in  people  doing  certain 
jobs.’®'  Upon  completion  of  the  basic  trait  identification,  they  move  on  to  measure  personality 
traits.  They  explain  it  as  follows:  “What  you’re  looking  for  are  the  personality  types  and  traits 
that  make  the  best  employees  so  successful  in  a  particular  job,  as  well  as  which  traits  are  out  of 
balance  with  the  position  in  less  successful  employees.  Some  oompanies  make  the  mistake  of 
just  testing  the  best  people.  You  need  to  test  all  employees  and  especially  contrast  the  best 
and  the  worst  so  you  can  identify  the  differences.”®^  Upon  determination  of  the  basic  traits  and 
the  measurement  of  personality  traits,  they  then  develop  a  baseline.  “Each  “baseline  file” 
represents  an  ideal  range  for  personality  types  and  traits.  Once  developed,  new  applicants  can 
be  compared  against  the  baseline  so  you  can  quickly  and  easily  see  just  how  close  they  come 
to  having  the  characteristios  and  traits  that  you  know  play  an  important  role  in  that  position.”®® 
The  study  in  Primal  Leadership  confirms  the  approach  used  by  Hire  Success.  “Instead  of 
testing  people  for  their  IQ,  technical  skills,  or  personality -or  just  looking  at  their  resumes  -  (Dr. 
David)  McClelland  (the  renowned  Harvard  Experimental  Psychologist)  proposed  first  studying 
employees  who  were  already  outstanding  performers  in  that  job  and  systematically  comparing 
them  with  those  who  were  just  average  at  it  -  distinguishing  competencies.  That  proposal 
spawned  what  is  today  standard  practice  in  world-class  organizations:  developing  a  leadership 
“competency  model”  to  identify,  train,  and  promote  likely  stars.”®'* 

Though  many  tests  currently  exist  that  will  improve  the  development  of  leaders,  the 
question  is  which  one  will  be  most  effective  for  implementation  within  the  Army.  The  most 
popular  test  currently  used  within  the  military  is  the  Myers-Briggs  Type  Indicator  (MBTI).  At 
Pearson  Assessments,  a  company  specializing  in  screening  for  high  risk  and  publio  safety 
positions,  they  use  the  Sixteen  Personality  Factor  Fifth  Edition  test.®®  These  are  but  two 
examples  of  the  plethora  of  tests  that  exist  to  assist  both  employers  and  employees  in  making 
the  right  decisions  for  the  organization  and  the  individual.  The  bottom  line  is  as  long  as  the  test 
provides  an  adequate  baseline  from  whioh  to  measure,  and  provides  detailed  feedback  to  the 
individual  leader,  then  it  is  an  effective  test.  So  in  the  end,  the  specifio  test  doesn’t  matter,  it  is 
the  feedback  to  the  individual  that  is  important.  The  special  operations  community  is  at  the 
forefront  when  it  comes  to  psychological  testing  and  its  benefits.  In  a  study  on  this  subject,  the 
experts  determined  that,  “Psychological  testing  tuned  to  the  requirements  of  the  force  helps  find 
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the  best  person  for  the  special  operations  environment”.^®  Given  the  above  practices  by  large 
organizations  to  include  elements  of  the  Army,  psychological  testing  demonstrates  great 
potential  for  the  organization  and  its  leaders  when  it  comes  to  job  placement  and  leader 
development. 

There  is  one  final  note  on  psychological  testing  I  must  address.  Before  the  selection  of 
any  test  for  implementation  into  the  Army’s  system,  the  decision  makers  must  conduct  an 
evaluation  of  quality  of  the  test.  ‘There  are  three  basic  elements  to  look  for  when  judging  the 
quality  of  a  psychological  test  -  reliability,  validity,  and  standardization.  Reliability  is  a  measure 
of  a  test’s  consistency;  validity  is  a  measure  of  the  test’s  usefulness;  and,  standardization  is  the 
process  of  trying  out  the  test  on  a  group  of  people  to  see  the  scores  which  are  typically 
obtained.’®^  This  will  ensure  the  Army  can  effectively  create  a  database  from  which  to  provide 
detailed  feedback  to  leaders  and  future  leaders,  a  database  that  will  increase  in  effectiveness 
over  time  with  continued  input  and  refinement. 

However,  psychological  testing  provides  only  a  portion  of  the  information  necessary  for 
leader  development.  Why  isn’t  psychological  testing  a  sufficient  tool  for  leader  self-awareness? 
I  return  to  LTG  (Ret)  Ulmer  for  the  answer.  “The  most  accurate  judges  of  the  leader  -  in  the 
leadership  role  -  are  the  people  who  are  led  by  him  or  her.”®®  Additionally,  he  said  “Only  the  led 
know  for  certain  the  leaders  moral  courage,  consideration  for  others,  and  commitment  to  unit 
above  self.”®®  He  communicates  similar  thoughts  more  bluntly  by  stating  that,  “Our  selection 
and  promotion  system  will  continue  to  produce  the  current  high  rates  of  failure  in  leadership 
positions  until  we  include  in  the  evaluation  process  the  systematic  input  from  subordinates 
about  leader  behavior.”’’®  FM  22-100  provides  further  direction  by  stating  that,  “Leader 
development  doesn’t  occur  in  a  vacuum.  All  leaders  must  be  open  to  feedback  on  their 
performance  from  multiple  perspectives  -  seniors,  peers,  and  subordinates.’””  “Leadership,  no 
matter  which  definition  you  use,  does  not  speak  of  something  that  happens  to,  or  occurs  within, 
the  leader;  it  speaks  of  something  that  happens  to,  or  occurs  within,  a  group  of  followers.  Only 
followers  reliably  know  how  well  the  leader  has  led.””®  The  bottom  line  is  there  are  countless 
studies  proving  the  benefits  of  a  360-degree  feedback  system  in  any  leader  development 
program. 

The  best  way  to  show  the  effectiveness  of  360-degree  feedback  for  leader  development  is 
by  relating  a  vignette  that  proves  the  point.  The  situation  involves  then  LTG  Frederick  Kroesen, 
and  one  of  his  subordinates.  GEN  (Ret)  Kroesen  tells  the  story  as  follows: 

“I  recall  vividly  the  experience  of  one  of  my  subordinate  generals 
in  V  Corps  bringing  me  his  evaluation  and  dropping  it  on  my  desk, 
i  reminded  him  that  this  was  his  evaluation  and  that  he  did  not 
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have  to  show  it  to  me.  He  confirmed  that  he  wanted  me  to  see  it. 

The  report  was  devastating  to  him.  i  recaii  a  question  in  which  30 
subordinates  were  asked,  on  a  scaie  of  1  -5,  if  they  wouid  emuiate 
their  ieader’s  personai  and  professionai  conduct.  Aii  30  had 
responded  with  1s,  “absoiuteiy  not.”  i  asked  him  what  he  was 
going  to  do  about  it.  He  toid  me  that  he  had  caiied  his 
subordinates  and  staff  together  and  thanked  them  for  their 
honesty,  and  indicated  to  them  that  he  was  going  to  try  to  change 
his  behavior.  He  said  that  he  had  come  to  ask  me  to  give  him 
another  survey  in  six  months.  The  resuits  of  the  second  survey 
reveaied  dramatic  improvement.  The  counseling  the  generai  got 
from  those  under  him  was  far  more  effective  in  modifying  his 
behavior  than  any  he  couid  have  received  from  me.  Later,  his 
wife  confided  in  me  privateiy  that  he  was  aiso  a  better  husband.”'*^ 

GEN  (Ret)  Kroesen’s  story  is  a  wonderfui  exampie  of  how  360-degree  feedback,  if  used 
appropriateiy,  can  iead  to  increased  leader  self-awareness,  and  subsequent  leader  growth  and 
development. 

A  summary  of  my  efforts  thus  far  is  necessary  to  set  the  stage  for  follow-on  discussion. 
Essentially,  the  Army,  among  many  other  things,  is  currently  undertaking  transformation  from 
the  Current  Force  to  the  Future  Force.  One  necessary  component  of  change  within  the 
DOTMLPF  framework  is  leadership  development.  Leaders  of  the  Future  Force  must  be 
adaptive  and  self-aware.  Self-awareness  is  a  foundational  element  of  successful  leadership. 
Psychological  testing  and  360-degree  feedback  provide  the  leader  with  increased  self- 
awareness,  which  provides  significant  potential  for  growth  and  development.  How  then  do  you 
implement  them  into  the  current  system  to  achieve  the  desired  results? 

To  do  this.  I’ll  return  to  the  concept  of  leader  development,  and  the  Center  of  Creative 
Leadership.  The  Center’s  experts  concluded  that,  “The  key  elements  that  make  any  experience 
more  developmental  are  assessment,  challenge,  and  support.’”*''  We  must  further  define  each 
of  these  areas  to  ensure  complete  understanding  of  the  developmental  process. 

“Assessment  information  points  out  gaps  between  a  person’s  current  capacities  or 
performance  and  some  desired  state  or  ideal  capacity  level.”''®  Formal  assessments  are  not 
new  to  the  Army.  The  Officer’s  Evaluation  Report  is  probably  the  most  recognizable  formal 
assessment  tool.  However,  there  are  other  ways  of  receiving  formal  assessments.  “Formal 
assessments  from  others  include  such  processes  as  performance  appraisals,  customer 
evaluations,  360-degree  feedback,  organizational  surveys  that  measure  employee  satisfaction 
with  managers,  and  assessments  and  recommendations  from  consultants.”''®  The  point  being 
that  the  individual  leader  must  receive  feedback  through  an  assessment  process. 
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“Challenging  experiences  force  people  out  of  their  comfort  zone.  They  create 
disequilibrium,  causing  people  to  question  the  adequacy  of  their  skills,  frameworks,  and 
approaches. I  don’t  believe  there  is  any  question  as  to  whether  the  U.  S.  Army  provides 
challenging  experiences  to  its  leaders.  Again,  the  importance  here  is  leader  self-awareness,  or 
leaders,  and  their  leaders,  recognizing  that  each  experience  provides  potential  for  growth  and 
development. 

“Support  is  also  needed  to  help  people  handle  the  struggle  and  pain  of  developing,  that  is, 
to  actually  help  them  bear  the  weight  of  the  experience.  It  is  needed  to  help  them  maintain  a 
positive  view  of  themselves  as  people  capable  of  dealing  with  challenges,  who  can  learn  and 
grow,  who  are  worthy  and  valuable.  Seeing  that  others  place  a  positive  value  on  their  efforts  to 
change  and  grow  is  a  key  factor  for  people  to  stay  on  course  with  development  goals.’”'®  Within 
a  hierarchical  organization  like  the  Army,  chain  of  command  support  for  leader  development  is 
critical  to  the  program’s  success.  Like  anything  else,  without  leader  oversight  and  support,  it  will 
die  a  very  quick  death.  Given  the  imperatives  above,  how  can  the  Army  integrate  psychological 
testing  and  360-degree  feedback  into  its  current  leader  development  system? 

To  effectively  cover  this  critical  portion,  I  will  discuss  the  benefits,  based  upon  the  facts 
above,  and  then  delve  into  the  recommendations  for  implementation.  As  described  above, 
psychological  testing  clearly  demonstrates  benefits  for  the  individual  and  the  organization. 
Benefits  to  the  individual  include  identifying  personality  type,  which  in  turn  identifies  those  areas 
in  which  the  individual  will  be  most  comfortable,  as  well  as  areas  of  strength  and  weakness. 
Benefits  to  the  organization  include  the  ability  to  place  individuals  into  fields  within  the  Army 
most  suited  to  the  individual,  and  thereby  fields  where  the  leader  will  most  likely  succeed. 
Additional  benefits  include  the  construction  and  maintenance  of  an  ever-expanding 
database/baseline  that  will  be  refined  over  time  in  order  to  continually  improve  the  leader 
development  process. 

My  proposed  implementation  of  psychological  testing  occurs  in  two  phases.  The  first  is 
the  pre-commissioning  phase,  and  the  second  is  the  career  phase.  During  the  pre¬ 
commissioning  phase,  the  future  leader  will  be  given  a  psychological  test  to  determine 
personality  type  and  areas  of  interest.  This  personality  typing  will  be  the  first  opportunity  for  the 
future  leader  to  gain  insight  into  their  personality  and  its  associated  strengths  and  weaknesses. 
With  the  help  of  their  senior  leader,  be  it  a  USMA  or  OCS  tactical  officer  or  ROTC  instructor,  the 
future  leader  will  have  the  opportunity  to  put  their  personality  type  into  the  proper  perspective 
within  the  context  of  the  Army.  “On  an  individual  level,  leaders’  (personality)  type  preferences 
are  useful  for  understanding  likely  strengths  and  weaknesses;  for  developing  a  personal 
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understanding  of  their  own  functioning  and  their  impact  on  others;  and  for  identifying  potential 
areas  for  development.  Every  type  of  leader  can  use  psychological  type  for  these  purposes.”"*® 

During  this  process,  the  future  leader,  with  the  assistance  of  the  experts  described  above, 
can  make  an  informed  decision  as  to  what  branch  of  the  Army  holds  the  greatest  potential  for 
their  success.  Also,  at  this  point  in  the  future  leader’s  career,  they  have  demonstrated  their 
leadership  abilities  across  a  spectrum  of  activities  that  include  advanced  camp,  cadet  troop 
leader  training,  and  leadership  positions  within  their  pre-commissioning  organizations.  This  is 
another  opportunity  for  the  experts  to  provide  the  future  leader  with  feedback  on  their  particular 
strengths  and  weaknesses,  and  thereby  facilitating  their  self-awareness  as  they  enter  the  next 
phase  of  their  development. 

During  the  career  phase  of  leader  development,  I  recommend  psychological  testing  be 
limited  to  re-evaluation  at  key  times  in  the  officer’s  career.  Based  on  the  facts  as  described 
above,  by  the  time  we  reach  adulthood,  our  personalities  are,  for  the  most  part,  set.  The  Center 
for  Creative  Leadership  explains,  “We  also  know  that  some  traits,  like  IQ  and  certain  personality 
characteristics,  are  more  or  less  innate  and  appear  to  remain  stable  over  time.  Development 
work  with  adults  cannot  -  as  some  people  fear  and  others  hope  -  significantly  improve  IQ  or 
provide  a  personality  transplant.”®®  However,  as  leaders  prepare  to  tackle  significant  career 
challenges,  I  believe  a  re-assessment  is  necessary  to  optimize  self-awareness.  Given  that 
position,  I  recommend  follow-up  psychological  testing  at  critical  junctures  in  an  officer’s  career. 

I  believe  the  junctures  are  company  command,  transition  to  field  grade  rank,  battalion 
command,  brigade  command,  and  transition  to  flag  rank.  I  believe  company  command,  field 
grade  transition,  and  battalion  command  tests  are  important  to  identify  growth,  specifically  areas 
of  strength  and  weakness,  within  the  tactical  level  of  leadership.  Given  this  transition  generally 
occurs  over  a  twenty-year  period,  I  feel  receiving  feedback  during  the  early  (company 
command),  mid-point  (transition  to  field  grade  rank),  and  latter  (battalion  command)  portions  of 
this  leadership  spectrum  will  optimize  development.  I  feel  the  brigade  command  test  is 
important  because  it  provides  additional  feedback  at  the  time  the  officer  is  transitioning  to  the 
organizational  spectrum  of  leadership.  Finally,  I  believe  the  transition  to  flag  rank  test  is 
important  as  the  leader  transitions  into  the  strategic  realm  of  leadership. 

Given  these  critical  junctures,  when  do  you  conduct  the  tests?  For  company  command,  I 
believe  the  test  should  occur  during  the  captain’s  career  course.  For  transition  to  field  grade 
rank,  I  believe  the  test  should  occur  during  the  command  and  general  staff  college  course.  For 
battalion  command,  I  believe  the  test  should  occur  at  the  pre-command  course.  For  brigade 
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command,  I  believe  the  test  should  occur  at  the  senior  service  college,  and  for  transition  to  flag 
rank,  I  believe  the  test  should  occur  during  the  Capstone  course. 

As  described  previously,  there  are  many  tests  that  potentially  meet  the  Army’s  needs  that 
pass  the  reliability,  validity,  and  standardization  tests.  My  recommendation  Is  the  Myers-Briggs 
Type  Indicator  test.  The  MBTI  is  currently  used  In  the  Army  at  a  number  of  schools  that  Include 
the  Army  War  College.  This  test  has  proven  to  be  extremely  effeetive  and  enjoys  a  broad  base 
of  research  Information.  Consequently,  It  Is  easily  administered  and  easily  Interpreted,  and  It 
has  specific  application  for  leader  self-awareness.  “All  1 6  types  (MBTI)  are  found  In  leadership 
positions.  As  we  have  indicated,  each  preference  and  each  combination  of  preferences  will 
typically  bring  special  strengths  as  well  as  potential  blind  spots  to  leadership.  Research  about 
leaders  indicates  that  although  all  types  are  represented,  they  are  not  represented  equally.’’®^ 
Additionally,  studies  continue  to  show  that  “MBTI  Is  appropriately  used  to  assist  Individuals  in 
developing  their  self  understanding  and  their  understanding  and  appreciation  of  differences.  In 
the  end;  however,  the  MBTI  Is  not  the  “end  all,  be  all.”  There  obviously  exist  other  effective 
tests,  but  I  submit  none  as  effective,  understandable,  and  available  as  the  MBTI. 

For  test  administration  I  recommend  a  web-based  approach.  Prior  to  the  officer’s 
attendance  at  the  junctures  cited  above,  I  recommend  the  officer  receive  the  test  via  the  Army 
Knowledge  On-Line  network  with  the  requirement  to  complete  the  test  prior  to  attendance  at  the 
above  listed  schools.  Upon  arrival  at  the  school,  the  leaders  small  group  instructor,  faculty 
advisor,  or  some  equally  positioned  leader,  counsel  the  Individual  on  the  results  of  the  test. 
Obviously  leaders  In  a  counseling  role  will  need  to  receive  some  level  of  training  to  assist  the 
individual  In  making  appropriate  choices  within  the  continuing  leader  development  program. 
Again,  I  believe  this  can  occur  within  the  realm  of  the  Army  Knowledge  On-Line  construct. 

The  psychological  testing  results  during  the  pre-commissioning  phase  and  career  phase 
are  key  self-awareness  tools  that  can  significantly  contribute  to  optimal  leader  development.  I 
further  recommend  that  these  results  be  compiled  Into  a  leadership  development  record,  much 
like  the  current  medical  and  dental  records,  that  will  follow  the  leader  throughout  his  or  her 
career.  In  doing  so,  the  leader’s  supervisor  will  see  the  “big  picture”,  placing  them  in  a  position 
to  guide  the  individual  through  that  particular  phase  of  their  leader  development.  This,  I  believe, 
is  the  essential  first  step  In  creating  leaders  for  the  Future  Force. 

There  are  some  obvious  objections  to  using  psychological  testing  within  the  Army.  Are  we 
selecting  leaders  based  on  their  personality  when  they’re  college  students  or  junior  officers? 

Are  we  going  to  use  these  tests  to  foroe  officers  into  branches  in  which  they  don’t  care  to  serve? 
By  using  this  approach,  are  we  ensuring  all  leaders  are  the  same?  The  answers  to  the  above 
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questions  is  no.  I  envision  the  psychoiogicai  testing  during  the  pre-commissioning  phase  to  act 
as  a  guide  for  the  budding  ieader;  to  provide  him  or  her  with  a  seif-awareness  tooi  that  aiiows 
them,  with  counseiing  assistance,  to  make  an  informed  decision.  In  the  end,  the  decision  is  the 
future  ieaders  to  make.  Additienaiiy,  the  psychoiogicai  testing  baseiine  is  iarge  enough  to 
accommodate  aii  personaiity  types.  This  form  of  testing  wiii  not  preciude  anyone  from 
advancing  as  a  ieader.  Again,  it  is  a  tooi  for  heightened  seif-awareness  and  nothing  eise. 
Finaiiy,  if  the  Army  does  institute  psychoiogicai  testing  into  its  ieader  deveiopment  program, 
ieader  success  wiii  continue  to  be  iargeiy  based  on  performance  and  not  the  resuits  of  a  test. 

The  next  step  invoives  360-degree  assessment.  FM  22-100  emphasizes  the  need  for 
360-degree  feedback  in  a  number  of  pieces.  Some  i’ve  quoted  above.  In  making  an  initiai 
ieader  assessment  as  you  transition  from  one  job  to  the  next,  the  manuai  asks  the  reader, 

“What  kind  of  ieader  are  you?  Do  you  oversupervise?  Undersupervise?  Flow  can  you 
improve?  What’s  your  pian  for  working  on  your  weak  areas?  What’s  the  best  way  to  make  use 
of  your  strengths?  Get  feedback  on  yourseif  from  as  many  sources  as  possibie:  your  boss,  your 
peers,  even  your  subordinates.’’®^  I  beiieve  the  most  appropriate  comment  about  the  need  for 
360-degree  feedback  came  from  the  Center  for  Creative  Leadership  Handbook.  “There  is  an 
oid  saying:  “If  one  person  tells  you  that  you  remind  him  of  a  horse’s  backside,  you  can  ignore 
him.  If  ten  people  tell  you  the  same  thing,  you  probably  ought  to  go  ahead  and  get  fitted  for  a 
saddle.’®®  So  as  with  psychological  testing,  360-degree  feedback  is  a  proven  method  of 
providing  important  feedback  during  the  leader  development  process,  and  a  significant  benefit 
to  the  leader  and  his  or  her  organization.  As  also  noted,  the  Army’s  current  leadership  doctrine, 
FM  22-100,  supports  the  use  of  360-degree  feedback. 

Implementing  360-degree  feedback  is  a  difficult  prospect  to  say  the  least.  Opponents  of 
this  initiative  will  argue  that  leaders  will  then  be  involved  in  a  “popularity  contest”  with  their 
subordinates  in  order  to  receive  good  “grades”.  Theugh  extreme,  there  is  seme  merit  to  the 
position.  My  recommendation  is  to  use  it  as  a  leader  development  tool,  and  not  include  it  in  the 
efficiency  report  construct.  I  believe  the  story  told  above  by  GEN(R)  Kroesen  is  the  best  way  to 
implement  360-degree  feedback  into  our  system.  Under  this  program,  each  leader  receives 
360-degree  feedback  during  each  duty  assignment.  I  believe  feedback  received  as  a 
commander  or  staff  officer  is  equally  valuable  in  identifying  leader  strengths  and  weaknesses, 
and  by  doing  it  this  way,  the  leader  receives  continual  feedback  throughout  his  or  her  career 
which  cptimizes  self-awareness,  and;  therefore,  greater  potential  for  leader  development. 

The  next  step  is  determining  a  standardized  feedback  mechanism  for  each  leadership 
level  that  takes  into  account  type  of  unit,  duty  location,  mission,  etc.  As  with  psychological 
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testing,  there  are  numerous  tests  in  existence.  Something  as  simpie  as  a  command  ciimate 
survey  resident  at  aimost  every  post  in  the  Army,  or  the  ethicai  ciimate  assessment  survey 
outiined  in  Appendix  D  of  FM  22-100,  can  be  used  for  this  purpose.  The  tooi  is  not  as  important 
as  the  feedback  it  provides. 

I  beiieve  the  feedback  shouid  go  to  two  peopie,  and  oniy  two  peopie.  The  first  person  to 
receive  the  feedback  shouid  obviousiy  be  the  ieader.  The  second  person  to  receive  the 
feedback  is  the  ieader's  supervisor.  As  described  above,  this  is  the  tricky  part  as  we’re  nearing 
the  iine  of  subordinates  possessing  the  capabiiity  to  directiy  infiuence  a  ieader’s  career.  There 
are  a  coupie  of  ways  to  reguiate  the  use  of  this  information.  The  first  is  introducing  this 
technique  as  a  ieader  deveiopmentai  tooi.  As  described  above,  many  360-degree  feedback 
toois  aiready  exist  and  have  so  for  years.  Initiaiiy,  the  Army  couid  use  the  train-the-trainer 
modei  within  its  fieid  force,  whiie  incorporating  it  into  its  schooi  systems.  This  method  wiii  train 
aii  ieaders  and  supervisors  in  the  proper  use  of  this  feedback.  Given  that  aii  ieaders  have 
supervisors,  I  don’t  envision  significant  difficuities.  Additionaiiy,  I  wouid  iimit  use  of  the  360- 
degree  feedback  by  incorporating  the  ruies  into  Army  reguiation  forbidding  the  inciusion  of  360- 
degree  feedback  comments  in  the  officer  efficiency  report.  However,  this  wiii  not,  and  shouid 
not,  preciude  raters  from  considering  the  resuits  of  the  360-degree  feedback  when  compieting 
performance  evaiuations.  That  is  exactiy  the  intent  of  the  program  -  raters  and  rated  officers 
armed  with  an  additionai  tooi,  one  of  many  in  the  tooi  kit,  to  enhance  seif-awareness  and  ieader 
deveiopment.  I  surmise  that  those  who  wouid  prefer  the  feedback  not  be  inciuded  in  their 
performance  evaiuations  are  exactiy  those  ieaders  who  need  the  type  of  feedback  the  360- 
degree  modei  provides.  In  the  end,  i  beiieve  this  approach  (train-the-trainer/schooi  system 
education  process  and  reguiatory  restrictions)  wiii  easiiy  incuicate  360-degree  feedback  into  our 
ieader  deveiopment  process. 

The  continued  success  of  our  current  Army  ieaders  at  aii  ieveis  and  in  aii  iocations  wouid 
iead  some  to  ask  the  question,  “Why  fix  something  that  isn’t  broken?”  For  the  answer  I  return  to 
the  DOTMLPF  modei.  As  I  discussed  above,  the  Army  continues  to  progress  in  its 
transformation  from  the  Current  to  the  Future  Force,  and  with  it,  aii  eiements  within  the 
DOTMLPF  construct  must  transform  in  order  to  ensure  success.  The  views,  as  described 
above,  are  my  recommendations  for  ieadership  deveiopment  transformation.  I  strongiy  beiieve 
that  in  order  for  ieaders  to  meet  the  chalienges  of  the  future  we  need  to  continue  to  improve  our 
ieader  deveiopment  system  beginning  immediateiy.  I’ve  proposed  two  relatively  easily 
administered  and  inexpensive  methods  to  optimize  our  current  leader  development  program. 

To  quote  the  Army  Posture  Statement  for  2003,  “Leader  development  is  the  lifeblood  of  the 
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profession.  It  is  the  deiiberate,  progressive,  and  continueus  process  that  trains  and  grews 
Seidiers  and  civiiians  into  competent,  confident,  seif-aware,  and  decisive  ieaders  prepared  for 
the  chaiienges  of  the  21  st  Century  in  cembined  arms,  jeint,  muitinationai,  and  interagency 
operations.’®''  I  strongiy  believe  our  current  ieader  deveiopment  system  can  provide  ieaders  for 
the  Future  Force;  however,  i  just  as  strongiy  beiieve  we  can  improve  the  system  to  make 
ieaders  more  seif-aware  and  thereby  more  effective.  Psychoiogicai  testing  and  360-degree 
feedback  are  proven  vehicies  in  this  regard.  By  impiementing  these  methods  into  our  system, 
we  wiii  grow  ieaders  whe  wili  win  the  many  literai  and  figurative  wars  this  nation  faces  in  the 
future. 
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